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As team projects become ever more common in business and in the marketing classroom, an increased understanding of factors contributing to team effectiveness is necessary for instructors to assist students in realizing the potential benefits of this pedagogical tool. Drawing from a wide base of literature on team research, the authors develop an input-process-output model of team effectiveness. Using data from 85 teams from marketing classes, this model was tested. Results support the positive and direct role of cohesion as an input variable on the process variable of teamwork. Additional relationships are explored, and the implications of the research findings are discussed with practical suggestions for the marketing classroom.
Withtheuseofemployeeteamsintegralinmanybusiness operations, student team projects are becoming common in the marketing curriculum (Bacon, Stewart, and Stewart-Belle 1998; Deeter-Schmelz and Ramsey 1998; McCorkle et al. 1999) . Instructors use teams within the classroom for a variety of reasons, including enhancement of students' learning experiences and realistic preparation of students for their role as future business managers. With results supportive of student teams in the classroom, research has linked team projects with (1) improved student motivation (Denton 1994; Dommeyer 1986 ), (2) an increased knowledge base in the subject matter and the use of deep-thinking processes (Nichols and Hall 1995) , (3) improved communication patterns and understanding of group decision rules (Meyer 1994) , and (4) improved idea sharing and transference of work skills (Kunz 1994) . Nonetheless, problems can arise during the small group process to negate these benefits (Forman and Katsky 1986) .
Some notable areas of problems include poor conflict resolution, personality differences, little understanding of others' capabilities, weak definition of the task, and lack of leadership (Forman and Katsky 1986) . Other common problems found in team processes are lack of shared goals, free riding or social loafing, varying knowledge and skill levels of team members, as well as poor reward and evaluation systems (McCorkle et al. 1999 ). These problems are often painfully revealed in an unsatisfactory quality of product output and students'dissatisfaction with the class and with their grades.
By working with students, the instructor can increase the likelihood of a successful project and enhance the students' abilities to work in a team by helping students become aware of and overcome these problems. To provide this assistance most effectively, instructors must better understand the factors that contribute to satisfactory development of student teams. Team effectiveness is often seen as the successful accomplishment of tasks and goals through team processes involving the synergistic efforts of team members. Effectiveness is a critical outcome for teams, as teams and effectiveness are inextricably connected in the contexts of both business and the classroom (Katzenbach and Smith 1993 ). An understanding of the relationships between inputs, processes, and outputs in the context of student teams is critical, for it is the interaction between team members in creating the report or project (i.e., the team process) that has the potential to enhance student learning. In addition, identification of input variables that ensure effective processes and positive outcomes may well help instructors and students better design and direct classroom teams.
The purpose of this article is to enrich our understanding of the effectiveness of teams in marketing classrooms by examining variables that can help instructors enhance their students' performance. Drawing from research findings in organizational behavior, management, and psychology, we extend the current understanding of team effectiveness and investigate the variables leading to positive team outcomes in the context of student teams used in marketing classes. Specifically, in the following sections, we will discuss team characteristics (inputs), teamwork (process), and team effectiveness (outcome) in greater detail. From our review of a variety of literature streams, we develop a testable model of student team effectiveness. We then present data from 85 teams collected in undergraduate marketing classes over a 4-year period to evaluate the proposed input-process-output model. Finally, we discuss the implications of our findings, present suggestions for how these findings may be used in marketing classrooms, and explore ideas for future research.
THEORETICAL BACKGROUND
Within the organizational behavior literature, an important model of team effectiveness known as an input-process-output framework has evolved (Cummings 1981; Driskell, Hogan, and Salas 1987; Gladstein 1984; Hackman 1987 Hackman , 1990 Hackman and Morris 1975; McGrath 1964; Salas et al. 1992; Steiner 1972; Tannenbaum, Beard, and Salas 1992; Yeatts and Hyten 1998) . This model "posits that various input factors (such as features of the group, its task, and its work context) affect group-interaction processes (i.e., the interpersonal transactions that take place among members), which in turn affect the output of the group" (Hackman 1987, p. 316) . Utilization of the input-process-output framework permits investigation of how student team interaction mediates group characteristics (i.e., inputs) and the results of its work (i.e., performance effectiveness). Related research on each of the primary elements in the input-process-output framework is discussed in the following sections.
Inputs: Team Characteristics
A wide variety of team characteristics have been researched as inputs in models of team effectiveness, including individual-level, team-level, and environmental-level factors (Hackman 1987; McGrath 1964; Yeatts and Hyten 1998) . Indeed, the number of input factors that can affect team outputs is so great that investigating more than a few variables at one time is nearly impossible (Katzell et al. 1970) . Because of their relevance to the classroom environment, we have chosen to investigate three team-level factors: team size, gender diversity, and level of cohesion. Team size and gender diversity are variables that can be addressed by the instructor during team assignment. Likewise, steps can be taken to assist in the development of cohesiveness among student team members. An understanding of the impact of these variables can therefore help instructors in providing each team with its best chance for an enhanced learning experience and a positive performance outcome.
Team size. Among models of team performance and effectiveness, team size is often positioned as an input variable (e.g., Campion, Medsker, and Higgs 1993; Cohen 1994; Gladstein 1984; McGrath 1964; Yeatts and Hyten 1998) . The basic assumption underlying this conceptualization is that size affects processes and outcomes (Bettenhausen 1991) , with the largest impact being on the interactions between team members, that is, team process (Gladstein 1984; Yeatts and Hyten 1998) . Team size has been linked with distribution of participation and the nature of group interaction, with the average number of participations per member decreasing as size increases (Dawe 1934; Miller 1951) , thereby suggesting that smaller teams provide more opportunities for individual members to interact (Thomas and Fink 1963) . Other research suggests that larger groups perform at higher levels (Campion, Medsker, and Higgs 1993) , although these teams can reach a point at which, given the assigned task, they are too large to be effective (Campion, Papper, and Medsker 1996) . Indeed, results (e.g., Johnson and Johnson 1994; Strong and Anderson 1990) suggest that as the size of the team increases, social loafing (i.e., the tendency of certain team members to free ride on the efforts of others) is more likely.
Several studies recently reported in the marketing education literature also conceptualized team size as an input to team performance, although the results have been inconclusive. In an exploratory study of the impact of team size, Cossé, Ashworth, and Weisenberger (1999) found that team size was positively related to several outcome variables, including team performance and personal performance ratings. Bacon, Stewart, and Stewart-Belle (1998) hypothesized that, due to diminishing creativity gains, coordination losses, and increased dissension, the relationship between team size and team performance would follow an inverted U-shaped pattern, with small teams outperforming individuals and large teams. This hypothesis was only partially supported; results did not reveal a clear inverted U-shaped pattern but did suggest that working within a team was more advantageous than working individually.
Because the impact of team size has not been consistently explained, further investigation is warranted. Theories of team effectiveness suggest that the size of the team can affect team member interactions, resulting in an indirect impact on the effectiveness of the team. Moreover, previous research results provide some evidence that smaller teams will outperform larger teams, thereby suggesting that the relationship between team size and process will be an inverse one.
Gender diversity. Gender has also been conceptualized as an input to models of team effectiveness, with most studies examining the effects of the gender diversity of the team (i.e., the mix of women and men) on other team variables related to process and performance (Yeatts and Hyten 1998) . In a study of communication patterns in teams, Smith-Lovin and Brody (1989) found that the gender composition of the group affected interruption patterns of team member conversations; men were more likely to interrupt women and yield to interruptions by men, while women interrupted and yielded the floor to men and women equally. Pelled (1996) found that gender dissimilarities were positively associated with perceived intragroup emotional conflict. Results from Rodelberg and Rumery (1996) suggest that team decision quality increases as the number of men in the team increases. Allmale teams have been found to generate more solutions to tasks that require idea generation, while women generate higher quality solutions to tasks requiring group members to reach a consensus (Wood, Polek, and Aiken 1985) . Hutson-Comeaux and Kelly (1996) found the presence of gender-differentiated interaction styles, with female teams engaged in more positive socioemotional behavior and male teams engaged in more active task behavior.
Other research specifically suggests that same-gender teams will interact more effectively and outperform mixedgender teams. For example, Smith-Lovin and Brody (1989) discovered that supportive interruptions made during team conversations succeeded in gaining the floor more often in single-gender groups. Results from Baugh and Graen (1997) revealed that members of cross-functional project teams that varied by gender diversity rated their team as less effective than members of same-gender teams. Klein and Dologite (2000) found that same-gender groups generated more novel and creative ideas when no computer software support was present, a likely scenario in the classroom environment. Finally, based on educational studies suggesting that students perform better academically in a single-gender environment (Astin 1977; Lee and Bryk 1986) , Bacon, Stewart, and Stewart-Belle (1998) hypothesized that same-gender teams would outperform single-gender teams, although their results were not supported.
In summary, extant research suggests that the gender diversity of the team can affect how team members interact with one another, thereby affecting the performance of that team. In addition, same-gender student teams may be more effective than mixed-gender teams. As a consequence, we expect the gender diversity of the student team to affect process directly and effectiveness indirectly.
Level of cohesion. Across disciplines, researchers have argued that cohesiveness is a requisite for effective team performance (e.g., Hackman and Morris 1975; Littlepage, Cowart, and Kerr 1989; Lott and Lott 1961; Miesing and Preble 1985; Summers, Coffelt, and Horton 1988; Wolfe and Box 1988; Zander 1982) . Defined as "a dynamic process which is reflected in the tendency for a group to stick together and remain united in the pursuit of its goals and objectives" (Carron 1982, p. 124) , cohesion would likely have consequences for student team process and outcomes. Members of a student team who stick together and remain united in pursuing a grade A on their project, for example, are more likely to achieve that goal. Alternatively, members of a noncohesive student team are less likely to work together and more likely to turn in an uncoordinated effort that results in a lower grade.
Members of cohesive teams are more likely to communicate with one another, with intrateam interactions being positively oriented (Lott and Lott 1961; Shaw 1981) . Because they stick together and are committed to the team goal, members of cohesive teams may feel more free to challenge each other and be more likely to share new information with other team members (Gist, Locke, and Taylor 1987; Leana 1985; Longley and Pruitt 1980) . This improvement in process can result in more innovative responses and creative solutions that can lead to enhanced learning and more effective performance (Hackman and Morris 1975) . Indeed, when teams exhibit high levels of cohesion, less energy is required to maintain intrateam relationships, and more energy can be devoted toward performance (Wolfe and Box 1988) . As a consequence, we would expect the level of cohesion within the student team to affect process positively and directly and effectiveness indirectly.
Team Process
A key assumption underlying the input-process-output framework is that inputs affect outputs via the team process, that is, the interactions between team members that occur when performing team activities such as planning, exchanging, and coordinating information (Hackman 1987; Hackman and Morris 1975) . These intragroup interactions transform team resources into a product (Gladstein 1984) , for example, an assigned class project. Hackman and Morris (1975) contend that understanding the interaction process that takes place between team members while they are working on a task is the key to understanding team effectiveness. Certainly the interaction process is absolutely critical in the academic environment, for it is through this interaction process, with student teams cooperating on an academic task, that enhanced learning can occur (Sharan 1980) .
Teamwork.
Teamwork, a critical component of the team process, has been identified as "the essence of teams" (Larson and LaFasto 1989, p. 84) . Defined as a set of values that encourages behaviors such as listening and constructively responding to points of view expressed by others, giving others the benefit of the doubt, providing support to those who need it, and recognizing the interests and achievements of others (Katzenbach and Smith 1993, p. 21), teamwork has been linked with creativity, learning, and organizational success, as well as high levels of performance (Katzenbach and Smith 1993; Larson and LaFasto 1989; Parker 1996; Senge 1990 ). When team members work well together, they tend to work considerably harder toward the team goal and are more likely to achieve that goal effectively (Hackman 1987; Larson and LaFasto 1989) . Alternatively, when team members do not work together well, confusion, conflict, uncertainty, and an inability to accomplish work can result, even when individual team members are highly qualified (Hackman 1990) .
Within the college classroom, teamwork takes on even greater significance. Student teams are brought together to do
AUGUST 2002
a specific class project in a limited amount of time and as such are faced with a nonroutine task and a new mix of people. In addition, students often are members of multiple teams across classes. These teams have to make decisions about how to coordinate the efforts of team members, as well as how to approach, distribute, and execute the work (Hackman 1990 ). The greater the collective ability of team members to listen, to make constructive comments, and to provide support, the more easily these decisions can be made and the more likely effective team performance will be attained (Bettenhausen 1991; Katzenbach and Smith 1993; Larson and LaFasto 1989) . Accordingly, we contend that effective teamwork is a requisite for effectiveness in student team performance outcomes.
Outputs: Team Effectiveness
To maximize students' learning experiences, educators need to understand student team effectiveness. The variables comprising effectiveness can vary somewhat, depending on the context and the types of teams being studied (cf. Gladstein 1984; Hackman and Morris 1975; Sundstrom, De Meuse, and Futrell 1990) . Within the classroom environment, two variables seem most representative of effectiveness in student teams: task performance and goal achievement.
Task performance. Although performance is indicated by various aspects of teams' behaviors, team-produced outputs are a primary concern (Guzzo and Dickson 1996) . Task performance focuses on the external evaluation of team-produced outputs. Student teams function to complete a class project. Consequently, their performance on that project, as determined by an external reviewer (i.e., the instructor), is an important measure of student team effectiveness (Hackman 1987; Sundstrom, DeMeuse, and Futrell 1990) . The primary benefit of teams is their ability to produce outputs that are greater than any given individual output or the sum of individual outputs (Hackman and Morris 1975; Katzenbach and Smith 1993) . Thus, student teams are capable of producing a project that is greater than any single team member could have produced. Of course, this capability is dependent on the ability of students to function effectively as a team. Task performance is therefore expected to be affected positively by teamwork.
Goal achievement. The assessments of team members are also important in determining whether a team has been effective (Hackman 1987 (Hackman , 1990 Larson and LaFasto 1989) . Goal achievement can be defined as the extent to which team members believe they have realized their set goals and as such reflects an internal evaluation of team effectiveness. Goal theory suggests that goal achievement is more likely when team members clearly identify, collectively understand, and become committed to team goals (Erez and Zidon 1984; Larson and LaFasto 1989; Locke and Latham 1990) Martocchio, and Frink (1996) found a mean performance level of teams with goals almost one standard deviation higher than that of teams with no goals. Longenecker, Scazzero, and Stansfield (1994) found that team goal setting led to improved product quality. Scott and Townsend (1994) found that performance was related to actual goals for the team and the level of agreement among individual team members regarding the appropriateness of those goals.
A clear understanding and commitment to goals is an outgrowth of the interpersonal processes between team members, for example, teamwork (Yeatts and Hyten 1998) . If student team members are not effective at teamwork, individual team members may possess personal goals that supersede team goals. For example, perhaps a few members of a given student team are willing and determined to work hard for an A, but the remaining members are willing to settle for a C and unwilling to work for the A. If these team members have poor teamwork skills and cannot work together to establish a team goal regarding the desired grade, overall goal achievement will suffer because team members disagree on the actual team goals. As such, we expect teamwork scores to affect goal achievement positively.
A MODEL OF STUDENT TEAM EFFECTIVENESS
Based on our review of the literature, we have developed an input-process-output model of student team effectiveness (Figure 1 ). Team size, gender diversity, and level of cohesion are each hypothesized as having an impact on teamwork (team process). Teamwork, in turn, is expected to affect task performance and goal achievement. Because task performance and goal achievement are both representative of team effectiveness, we expect a positive correlation between these two variables.
The relationship between level of cohesion and teamwork is expected to be positive; the more team members stick together, the more likely they are to work well together. The relationships between teamwork and the two outcome variables are expected to be positive as well. When team members are more effective at teamwork, it is expected that they well attain higher levels of task performance and goal achievement. Alternatively, because we expect smaller teams to be more effective at teamwork, an inverse relationship is expected between size and teamwork. Gender diversity is a qualitative variable; as a consequence, the direction of that relationship is not hypothesized. If the path between gender diversity and teamwork is significant, a post hoc analysis will be conducted to determine if same-gender teams outperform mixed-gender teams.
METHOD
Survey research conducted in the classroom environment was chosen as the appropriate method, primarily because the study of teams in context facilitates a focus on the complex interdependencies between team members (McGrath 1986 ).
The following sections will describe the data collection process, the sample, and the measures used.
Data Collection
Data were collected from three universities: a small private university in the Northeast (± 5,000 students), a midsize metropolitan university in the South (± 16,000 students), and a midsize university in the Midwest (± 20,000 students). Respondents were undergraduates enrolled in marketing courses. Responses were obtained from 362 respondents representing 85 teams. Team composition was self-selected by students. Team size ranged from two to six members; most teams consisted of four members (41.6%), followed by three (22.1%), five (15.0%), six (13.3%), and two members (8%). Twenty-eight percent of the teams studied were same-gender teams (all male, 15.3%; all female, 12.9%). The remaining teams were of mixed gender (male-dominated, 21.2%; femaledominated, 28.2%; equal gender representation, 22.4%).
Questionnaires were administered during undergraduate marketing classes. In each class, teams were assigned a project that resulted in a written report and class presentation. Surveys were administered at the end of the semester, after the project had been completed.
Measures
Team characteristics were represented by three variables: team size, gender diversity, and team cohesiveness. Team size was measured using an actual count of team members (Gladstein 1984) . Gender diversity was measured by classifying teams into one of five categories: all male, all female, mixed male-dominated, mixed female-dominated, or mixed equal (both genders represented in equal numbers). To measure cohesion, a five-item scale developed by Price and Mueller (1986) was adapted for the classroom environment. Respondents were asked to rate each item on a 5-point scale ranging from 1 (not at all) to 5 (very).
The process variable, teamwork, was measured with an instrument originally reported by Berry (1995) and adapted for the classroom by Deeter-Schmelz and Ramsey (1998). This measure was chosen because the items are reflective of the definition of teamwork espoused by Katzenbach and Smith (1993) , including encouraging others to achieve at high levels, showing interest in others' achievements, being enthusiastic about the team's work, contributing to a comfortable team environment, and staying focused on team tasks. Each of the 13 items was scored on a 5-point Likert-type scale ranging from 1 (strongly disagree) to 5 (strongly agree).
With respect to effectiveness, task performance was operationalized as the numerical grade received for the project, as assigned by the course instructor. To determine if students had achieved their desired outcomes, goal achievement was measured with two items written by the authors: "Did your team achieve its set goals?" and "Did your team achieve the goals you had hoped to achieve?" All multi-item measures used in this study were submitted to a reliability analysis. Cronbach's alpha values (teamwork alpha = .96, cohesion alpha = .90, goal achievement alpha = .83) provide evidence of reliability (Nunnally 1978; Peterson 1994) . All measures can be seen in Table 1 .
Teamwork, cohesion, and goal achievement are teamlevel constructs. Because single-informant methods are unable to capture the perspectives of multiple parties within a group (cf. Phillips 1981), the appropriate unit of analysis is the team. Thus, for each variable, team scores were calculated using the unweighted mean of team member responses.
When completing the survey, respondents were asked to evaluate both themselves and their teammates with respect to teamwork. Previous research contends that self-ratings are significantly more positive than peer ratings of the same ratees (e.g., Haas, Haas, and Wotruba 1998; Holzbach 1978; Saavedra and Kwun 1993; Thornton 1980) , possibly because of a desire to inflate self-ratings as a means to enhance performance evaluation (Holzbach 1978) . To test this contention, a t-test comparing the mean teamwork score of self-ratings to the mean teamwork score of peer ratings was generated. The results support previous research, with the mean self-rating (61.21) being significantly higher than the mean peer rating (58.41, t = 8.02, p = .000). Thus, to avoid inflated teamwork scores, only peer ratings were used in the subsequent analyses.
Method of Analysis
Path analysis was used to investigate the influences of the model's independent variables on the dependent variables (Kerlinger 1986 ). Path analysis was chosen because it facilitates an exploration of how team size, gender diversity, and level of cohesion directly affect teamwork and indirectly affect task performance and goal achievement (cf. Alwin and Hauser 1975) . Standardized regression coefficients were calculated to determine the direct effects. The indirect effects were computed by multiplying together all of the direct path coefficients making it up (Billings and Wroten 1978) .
Path analysis is an appropriate technique given that several conceptual and operational criteria are met (Billings and Wroten 1978; Kerlinger and Pedhazur 1973) . Several steps were taken to test these criteria. To test the assumption of linearity among the exogenous and endogenous variables, scattergrams were plotted and reviewed. No evidence of nonlinear relationships was found. To ensure that the residuals among the variables were not correlated, the Durbin-Watson d statistic was calculated (Dillon and Goldstein 1984) . The results were nonsignificant, indicating that autocorrelation was not a problem. To check for multicollinearity, variance inflation factors (VIFs) and tolerance limits were calculated for each regression equation containing more than one variable. Researchers contend that multicollinearity is suspected when the VIF is greater than 10 and/or the tolerance limit is less than .10 (Mendenhall and Sincich 1996; Montgomery and Peck 1982) . In the present study, the VIF did not exceed 1.07, and the tolerance limit did not fall below .93, providing evidence that multicollinearity is not a problem.
As previously mentioned, a post hoc analysis will be conducted to determine whether, within this student sample, same-gender teams outperformed mixed-gender teams. This analysis will be done only if the path between gender diversity and teamwork is significant.
RESULTS
The path analysis results partially support the proposed model and highlight the critical role of cohesion in student team effectiveness (Figure 2 ). As hypothesized, the level of cohesion affected teamwork positively and directly, with an effect of .70 that explained 47% of the variance (p ≤ .000, adjusted R 2 = .47). Moreover, the level of cohesion affected team effectiveness indirectly, through teamwork, with an indirect effect of .20 on task performance and .48 on goal achievement.
In support of previous models of team effectiveness, process also played an important role in explaining team outputs. Teamwork had a significant and positive effect on task performance, with an effect of .28 (t = 2.70, p ≤ .01, adjusted R 2 = .07). Likewise, teamwork had a significant and positive effect on goal achievement (.69, t = 8.78, p ≤ .000). It is worth noting that teamwork explained a relatively large 48% of the variance in this equation (adjusted R 2 = .48), highlighting the importance this variable plays in students' assessments of goal achievement.
Interestingly, the conceptualization of team size and gender diversity as input variables was not supported. Nonsignificant results were obtained for both variables (team size, t = .27, p = .79; gender diversity, t = -.25, p = .80). As a consequence, the indirect effects of these variables on team effectiveness could not be determined. In addition, because the impact of gender diversity appears to be inconsequential, a post hoc analysis to explore differences between same-gen-JOURNAL OF MARKETING EDUCATION 119 Contributes to an informal, comfortable, and tension-free work environment.
Is enthusiastic about working with the team and exhibits high morale. Follows through on commitment.
Takes pride in the team's work. Shows interest in other team members' achievements.
Readily accepts feedback on performance.
Encourages others to achieve at high levels.
Is able to stay focused on team tasks. Exhibits open lines of communication with other students.
Is sensitive to the feelings of others.
Is able to resolve conflict effectively. Is eager to try new approaches.
Level of Cohesion b
To what extent are the students in your project team friendly?
To what extent are the students in your project team helpful to you in getting your job done?
To what extent do the students in your project team take a personal interest in you?
To what extent do you trust the members of your immediate team?
To what extent do you look forward to being with the members of your team?
Goal Achievement c Did your team achieve its set goals?
Did your team achieve the goals you had hoped to achieve? SOURCE: Teamwork: Deeter-Schmelz and Ramsey (1998); Level of Cohesion: Adapted from Price and Mueller (1986) . a. All items scored on a 5-point scale ranging from 1 (strongly disagree) to 5 (strongly agree). b. All items scored on a 5-point scale ranging from 1 (not at all) to 5 (very much). c. All items scored on a 5-point scale ranging from 1 (strongly disagree) to 5 (strongly agree).
der and mixed-gender teams was not conducted. Finally, as expected, the variables representing team effectiveness, task performance, and goal achievement were significantly and positively correlated (.31, p ≤ .01).
DISCUSSION
Because many companies are moving toward cross-functional or interdisciplinary team activities, it is the responsibility of colleges of business to train students on teamwork. By incorporating team projects into classes and engaging in team-building skills, our students should be much better prepared to become successful business employees. Many faculty have added team projects or activities to courses, while others have developed credit courses dedicated to team building. For example, some schools have developed one-credit hour courses on team dynamics as a prerequisite to MBA programs. Teams then can be maintained throughout the curriculum. Colleges where distance learning, Web-based, or Webenhanced courses are used may also employ team projects using virtual teams. Because it has been shown that physical proximity does not affect team performance in some situations (Sethi 2000) , it is feasible to conduct class team projects in these high-tech environments.
This study was completed in an effort to verify that teamwork does indeed affect performance effectiveness and to determine what variables might be involved. We hypothesized that team size as well as gender diversity would be part of the team input. Neither of these variables were significant. Many who have studied teams suggest that a certain range of size is preferable; too few will not provide enough expertise, while too many make the process cumbersome and ineffective (Kerr 1989) . Individuals become more anonymous in larger teams, and the team becomes less cohesive (McGrath 1984) . On the smaller side, teams must be large enough to accomplish the task. Obviously, there is no absolute number of team members that is most effective, but most research suggests between 2 and 10 members is an adequate number (Thompson 2000) . Because this study found that team size did not affect teamwork, perhaps it can be assumed that size of teams was within an acceptable range to function normally or that there was not enough variance in the team sizes to allow significant results.
Diversity in teams is often a double-edged sword. More diverse teams are usually more innovative and creative, since they are drawing on many perspectives. Diversity may also make interacting and communicating more difficult because of the various perspectives (Aranda, Aranda, and Conlon 1998) . Of course, our data suggest gender diversity has no impact on teamwork. Perhaps what is important within the classroom context is diversity of skill rather than diversity of gender. The level and types of skills of team members have been found to affect a number of variables related to teams in organizations, including interpersonal processes and decision-making abilities (Yeatts and Hyten 1998) . Within the classroom, a variety of skills may prove useful, particularly skill in the subject manner, along with more general skills such as interpersonal skills, problem-solving skills, and decision-making skills. Student teams assigned a project dealing with international issues may benefit from a team member with international expertise. A team composed of students representing different disciplines (e.g., accounting, finance, management, marketing, management information systems) may achieve higher levels of performance on a cross-disciplinary class project. As instructors work to implement teams in the classroom, a review of team composition with respect to the student skills might be worthwhile. In addition, researchers should examine this issue more closely.
Results from this study argue that cohesion plays a critical role in effective teamwork and as such contributes indirectly to task performance and goal achievement. Indeed, the adjusted R 2 value of .47 for the relationship between level of cohesion and teamwork suggests this finding has significant merit. As we have defined it, cohesion relates to the degree to which the team remains united in reaching its goals. One way to ensure that a team is cohesive is through consensus building. The "process of achieving consensus involves getting people with different points of view to start seeing things in a similar way or at least narrowing their differences" (Maginn 1994, p. 44) . Fortunately, there are consensus-building exercises that can improve levels of cohesion. Recently, one of the authors conducted a team exercise in a graduate class. Subsequently, the consensus-building skills identified in Effective Teamwork were reviewed (Maginn 1994) . A second team exercise similar to the first was then conducted with additional instructions given to use consensus-building skills. Performance on the second exercise was significantly higher. Certainly other exercises for building cohesive teams are available. Several examples are provided in Table 2 , including "Self-Disclosure Introduction," "What's Our Name?," and "Rocket Race." By providing students with the opportunity to get to know one another and understand each person's skills and expertise, these cohesion-building exercises facili- .31** FIGURE 2: Path Analysis Results *p < .000. **p < .01.
tate the development of a respectful bond between team members that is especially important given the relatively short duration of student team assignments.
Results from this study indicate that teamwork, as a process, clearly influences team effectiveness. This finding presents an opportunity for marketing educators, for as with cohesion, the skills that make up teamwork can be taught. An approach suggested by Deeter-Schmelz and Ramsey (1998) involves providing students with team training and subsequently measuring teamwork. Early training sessions, scheduled during class time, can be devoted to such issues as team building, team goal setting, and conflict resolution (Table 2 provides examples). Approximately midway through the course, after the training sessions have been completed, students can complete the teamwork measure used in this study. Instructors can review class, team, and team member results to determine (1) how teams are performing relative to other teams in the class, (2) whether a specific team is having a problem, and (3) where individual problems might lie. If this analysis reveals symptoms of problems, the instructor can meet with the team to offer guidance and initiate dialogue between members. At the end of the course, the teamwork survey can again be administered to determine if teamwork has improved. When combined with team-training exercises, the teamwork measure can assist the instructor in teaching teamwork (Deeter-Schmelz and Ramsey 1998). Lafferty, Eady, and Pond (1973) , in Northcraft, Neale, and Griffith (1994, pp. 129-35) There are many avenues of research yet to be completed in the area of student teams. Additional variables could be incorporated into this model. For instance, student motivation may well be an input variable (Denton 1994) . Most professors have faced the problem of some team members being satisfied with just a passing grade, while others in the team always strive for the highest grade. Communication patterns could also influence teamwork (Meyer 1994) . By observing and recording these patterns, one may find more efficient and effective communication patterns and point these out to team members. Of course, trust and shared values have been suggested as critical components of team success (Katzenbach and Smith 1993) . Team training could focus on developing higher levels of both constructs. In addition, researchers should examine other issues that might affect team effectiveness. For example, it is possible that differences in the team projects assigned, the weight of the project relative to the course grade, the ability of students to find meetings times, and so on could affect the results.
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In this study, students self-selected into team membership. This issue raises several questions. Would the results be different if the team members were assigned to teams by the professor? What is the process of student team membership? It would also be useful to know whether student teams behave differently than business teams. Typically, with business teams, a more significant outcome may result. The company may not be successful if a new product development team fails, or a valuable customer is lost when the selling team does not function properly. With much more at stake, is the input-process-output model different?
Because the composition of American business schools is becoming increasingly diverse (Bacon, Stewart, and Stewart-Belle 1998) , diversity issues in student teams are worthy of further investigation. This study adds to the base of those research studies that have found no gender impact. It seems likely, however, that diversity does make a difference in teams. Perhaps the gender issue in student teams is not relevant because the age of the students is very similar. If there were greater age variance, would gender become an issue? What about ethnic diversity in teams? Surely with the globalization of business, teams will be composed of individuals from different ethnic backgrounds. Anecdotal evidence suggests our classes increasingly are composed of multi-ethnic, multinational students, which may add interesting dynamics to team processes and outcomes. These issues need to be studied further.
CONCLUSION
As a popular pedagogical tool, team projects are used to simulate a realistic aspect of today's business environment. Along with many benefits achieved in the use of student team assignments, a variety of problems often arise leading to less than desirable results for both students and instructors. A broad base of literature and research on team efforts is available that examines a wide variety of variables, yet team problems continue to arise in the classroom. In our research, we enrich the current understanding of variables contributing to positive team outcomes by designing and testing an input-process-output model of team effectiveness.
Interestingly, team size and gender diversity were not significant as input variables affecting teamwork. Our findings do support the direct and positive relationship between cohesion as an input variable and teamwork as a process variable contributing to the output variables of task performance and goal achievement. With the recognition of the role of cohesion and teamwork on team effectiveness, instructors can guide student teams in developing these desirable characteristics.
